Many companies have large expectations to the use of CRM systems, expecting to harvest benefits from dialogue marketing and internal knowledge synergies. How should these systems be implemented? And how easy do the benefits come?
INTRODUCTION
Increasingly, companies' ability to implement new IT solutions is of crucial importance for the company's ability to change (Applegate 1999) . Both strategically and economically, it is therefore vital that a company has the skills to implement information systems fast. As documented in IS research, implementing information systems into an organization is hard, and often unsuccessful (Markus 1997) .
CRM project and describes in some detail how a knowledge-based organization addressed the challenge.
The gap between intent and outcome may also be described as technological drift (Ciborra 2000) . Arguing that the modern knowledge-based organization cannot be as planned and controlled as an industrial enterprise, Ciborra suggests that the alignment between technology and organization is a process of conflict and negotiations between different actors, including the technology itself. This process is only partly controllable in a modern organization with empowered employees. On the level of micro-actions there will often be choices and options of behavior. There may be several ways of reaching a goal or solving a problem. The actual behavior may be influenced as much by practical considerations using technology as by managerial goal-setting, and the accumulated result of these small decisions may gradually alter the course of how information systems are used. We think this aspect is underrated in the change management literature, and will illustrate this point in the actual case.
The paper is structured as follows: Section 1 describes the case methodology. In section 2 there is a brief outline of the promise of CRM systems. In section 3 two process perspectives on implementation is presented, and the case is described in some detail, focusing on the implementation process and actor behavior. Section 4 outlines two different views for interpreting the case: A management view and a "drift" view. Finally, section 5 concludes with lessons learned and some implications for further research.
METHODOLOGY: A CASE STUDY IN A NORWEGIAN NON-PROFIT ORGANIZATION
This paper tells the story of a Norwegian non-profit, knowledge-based organization, the Institute of Technology in Oslo, (TI) that started implementing a CRM system in 1993. The focus of this case is on the implementation process, which lasted six years. The author was the IT manager at the institute in this period.
Using a qualitative and interpretive approach (Miles and Huberman 1994) , the study focuses on behavior as a practitioner experienced the project, using only very simple theoretical concepts.
Data was collected throughout the project. 1992: Requirements Specification, Contract with vendor 1993: CRM project report 1994-1998: Semi-annual user satisfaction surveys 1994: Organization development project 1 1995-97: Organization development project 2 1998: Specification for new version IS success and failure is a complex area. In this study we make a simplified use of DeLone and McLean's (1992) model, focusing on actual use and user satisfaction, individual impact and organization impact. Apart from the benefits of hindsight, the discussion also sets the case in a wider perspective.
THE PROMISE OF CRM SYSTEMS
Theories on relationship marketing were developed at the end of the 1980s, under the motto "from transaction to relation" (Hakansson and Snehota 1995) . Researchers showed that companies have both economic and social relationships. In addition to economic transactions there is, sometimes, a development of trust. These relationships may give benefits to both sides; among them are a higher degree of customer loyalty, lower marketing costs, mutual learning and other forms of strategic cooperation. Developing long-term customer relationships is a part of the company's strategy development, and should involve every level of the company (Hakansson 1995).
Since relationship marketing is heavily dependent on the richness of customer information, and also on frequent communications with the customers, the pioneers were aware at an early stage of the potential benefits to be derived from IT. Today, CRM systems represent a large and growing part of the software industry (Tafti 2002 ).
Ciborra and Failla describe CRM as an information infrastructure, consisting of processes, people and technology (Ciborra and Failla 2000) . CRM is linked to the BPR thinking, in the way that CRM is also process oriented, and focused on dramatic and fundamental change. CRM structures and supports all activities in a business transaction lifecycle, from the first lead to fulfillment.
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Good CRM system Figure 1 illustrates simplified assumptions about the positive effects derived from a good CRM system. As shown, CRM is a long-term business strategy, where the CRM system is an important component. The reason for the high expectations is that the CRM systems seem to connect the two central resources of the modern, "flat" and decentralized company: namely, the core competence of the knowledge workers, and the company relationships to its most important customers (Kay 1993) .
A CRM system holds three promises for the knowledge based organization:
First, it gives each worker a tool to manage her personal contacts, activities, documents etc. As Drucker has stated, "managing oneself" has become the management challenge for the knowledge worker (Drucker 1999) . Secondly, it provides a tool for dialogue marketing, allowing the company to individualize marketing activities, whereby the customer gets only the information he/she wants and needs (Hakansson 1995) .
And finally, it represents a synergic potential for the company. If all this information could be utilized in market analysis and product concept development, it might be a basis for new products and markets, transcending the barriers of business functions and locations. This is not trivial. If successfully implemented this implies that the CRM systems could be an important technology for the non-hierarchical, knowledge-based organization of the 21st century.
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O t h e r R e p o r t a p p l i c ag e n e r a t o r tiones SQL database Figure 2 shows the rich functionality of a medium sized Norwegian CRM system, SalesMaker, used in the TI case.
THE CASE: COULD A FORMER GOVERNMENTAL INSTITUTE, BECOME A FLEXIBLE AND MARKET DRIVEN COMPANY WITH THE HELP OF CRM?
TI was made a private foundation in 1989. The main market was the small and medium sized companies in Norway (being 95 % of all the Norwegian companies) that are too small to do their own technology development and transfer. The services provided were technical consulting, practical courses in disciplines like welding, testing and calibration, and also ISO certification. There were branch offices in other cities in Norway, and an international section, the Norwegian Technology Attachés.
As a private organization TI had to earn its own income, and the governmental support was gradually reduced during the 1990s from 50 % to 25%, while the total income increased from 125 million NOK to 185 million NOK.
The 260 employees were not accustomed to marketing and selling services. After privatization all the managers were recruited from the private sector, while the technical consultants continued from the former organization. The latter were primarily interested in technical matters, and regarded marketing as a, maybe necessary, but unwanted activity. The culture in the technical departments was practical: The manager of the furniture department, with a lifelong experience with electrical sawing tools was proud to say about job applicants: "Well, it's OK that he has a PhD, but then at least he shouldn't have more than nine fingers!" TI's only real competitive advantage was the 8000 small and medium sized customer companies, and thousands of personal contacts. Could this asset be capitalized and become the springboard for developing TI into a modern and market driven company? And could CRM play an important role in this transformation? The director thought so, and in 1992 she commissioned a major project called "The Customer Project." The objectives were:
1994: Better financial control of the consulting projects (about 4000 each year) 1995: More effective and efficient marketing by systematic dialogue marketing 1996: Develop long-term relationships with the most important customers.
It was easier said than done. In 1992 the institute did not even have a LAN, and the workforce was absolute strangers to the concept of CRM. How was this to be accomplished?
Methodology: Software Engineering -or Organization Development?
Around 1990 IS projects were often analyzed in terms of success factors (Kwon and Zmud 1987) . The critical success factors (CSF) for the Customer System were assumed to be strategic alignment, crossfunctional synergies (BPR inspired), workforce participation (Scandinavian school), technically competent implementers and a sound technical solution. This was rather "by the book," and was augmented by the teaching of the TI consulting staff.
The CSFs give, however, not much guidance on how IS should be implemented. In practice there was a choice of two models, the Software Engineering or the Organization Development model. The SE approach takes as a point of departure that an information system is developed and implemented into an organization (Sommerville 2001) . The mainstream of the IT industry -like Microsoft -has traditionally focused on the functional attributes of the system (features, platforms, etc). The Scandinavian school has focused more on the user participation and acceptance. At both schools, however, the starting point is the technology and the emphasis is on structure and rationality.
The Organization Development model originates in the behavioral sciences, and the point of departure is that organizations are stable organisms that change slowly and reluctantly (Argyris and Schön 1996) . To succeed, the organization should prepare for the change, then change slowly, and lastly institutionalize the change ("freeze"). The OD discipline has traditionally not been very interested in IS, and has focused on the irrational aspects of change processes, and observed that the normal outcome from a change process is a gap between intentions and results. One reason for this gap, among other factors, is resistance to change.
At TI we chose the software engineering approach, following the recommendations of the vendor of the CRM system. This did not imply that the Customer Project was seen a purely technical project. On the contrary, great effort was done to ensure user participation and organizational alignment. One of several measures was to merge the IT and marketing departments into a single unit assigned the responsibility for the CRM implementation. : Data quality problems attacked, but not solved. Confidence in system declining. The Customer System was based on SalesMaker from the Norwegian company Software Innovation, extended with an in-house developed module. The system was, at the time, very modern: Windows based, integrated with both the financial system and with office software like MS Word. For an organization not familiar to CRM systems it appeared complex, with many screens and a new terminology including words like "contacts", "relationship" and "campaigns". Focusing on screens and terms all users were trained.
The first problem encountered was technical: The client/server technology at this time was not stable, and created a continuous demand for user support. Also the quality of the in-house developed module was not satisfactory, and demanded additional support.
An even larger problem was the fact that the core of the system, the customer information, had quality problems. The reason was trivial: When registering a new customer, the user should check if the company was already registered. If this was not done, the result may be a double or a triple registration of the customer (spelled a little bit differently), which in short time creates chaos in the system.
When users did not check if the company was not already registered, the reasons were stated as: "-the response time for search is too long". "-I was in a hurry because we had to send the invoice today" "-I noticed that the original registration was wrong" "-I thought this was a daughter company"
This was the origin of a vicious circle: The existence of double and triple customers very quickly threatened the confidence in the system: "One cannot trust the new system -it is useless", became a common comment. The positive users became reserved in their use, and the negative ones had lots of complaints in the company canteen.
The result of these problems was that the system was not used by as many users as intended. In spite of several activities to increase the quality of information, parts of the organization lost faith in the concept. The system did not give the expected benefits because it contained incorrect information and lack of trust reduced the pool of users. It also became evident that the user participation strategy had had little effect: One reason why the data quality problem persisted was that the system was not considered important enough to spend the necessary time to learn properly. It was not integrated in the day-to-day working routines.
The investment was still financially sound, because the dialogue marketing, as a tool for the marketing department, was beginning to work. But the implementation had failed on important points, and TI began looking for another way to succeed.
1995-98: Second Attempt. Elephants and Giraffes.
Joke: How do you proceed to eat a whole elephant? Answer: One bite at a time!
Chronology
Autumn 1994 : The "Elephant Method" was developed: A step-by-step method to use the Customer System in dialogue marketing: Define your market, find the potential customers in the system, produce the brochure, mail it to the potentials , follow-up by telephone, register the response, correct any wrong information, summarize the learning. Easy, when assisted by marketing staff. 1995 : The Elephant Method was a success in most departments, both in terms of user satisfaction and in financial savings in the DM activities.
1996-98
: The Giraffe Project: Aimed at changing organization and culture: -Marketing teams established -Each team had a marketing plan, with clear objectives -All customers segmented into groups, according to profitability. Main responsibility for each customer is assigned to individuals. -Marketing activities are focused on "A-list" customers, aiming on creating partnerships. -A number of motivating and learning activities are initiated by the IT/Marketing dept.
1998
: Project is evaluated partly successful, but local (department) culture is stronger than central push.
Table 2: Chronology of the CRM project 1994-1998
In the autumn 1994 the steering group initiated a task force, consisting of IT specialists, marketing staff and line managers, to help a troubled department to do their marketing activities more systematically. This attempt was gradually developed into the "Elephant Method" (after the how-to-eat-an-elephantjoke), which was a step-wise method for market segmentation and Direct Marketing.
This method was gradually implemented in most departments during 1995, and led to more sales of TI's course portfolio, while the volume of DM was cut by half. The direct savings from reduced DM volume were substantial, at least half a million NOK each year. Together this was the first visible success of the system, and this was also acknowledged by the organization.
The experience illustrated two mechanisms: First, the departments needed hands-on guidance in using the CRM system in a way that gave a commercial effect. Second, it showed that only very concrete results could change the attitudes in the departments. Traditional user training and general information had very little effect.
In 1996 the perspective was broadened. Under the motto "stretching a little further", the Giraffe project was started. The aim was to concentrate the marketing activities on the most important customers ("Alist" customers) to increase the profitability of the institute, that is, to make it less dependant on government money.
All managers, secretaries and key consultants were taken to kick-off meetings and follow-ups, listening to national "relationship gurus" and discussing the concept. All departments were organized into marketing teams, and systematic reporting to the top management group every month was instigated.
The following two years the Giraffe-1 and Giraffe-2 were run continuously, with a focus on changing the culture from a focus on technical disciplines to focusing on the customer. The whole bag of OD tricks were used, such as image and brand building, team building, leadership development, skills development, parties and prizes.
The results were generally positive, but progress was slow. Some departments worked very systematically, and achieved good results. Others were more half-hearted, and gave priority to other activities. A few were ignoring the whole project, and worked with other concepts. The attitude of the manager and the most senior consultants seemed to determine the culture. Also important was the fact that the CRM system did not support all kinds of products, and that two departments lacked a core of loyal customers altogether, and were working in a spot market.
Summing up, in 1998 the CRM strategy had worked for five years. While having a partial success, the process was not self-sustainable. It was still dominated by central staff pushing reluctant technicians into the market. The local cultures were a stronger influence than the central push. Only when the commercial perspective was very short was there any real commitment to the project. Thus, while the DM activities continued to be rather successful, the more long-term approach of using customer relationships more strategically was much harder to achieve. The Giraffe ambition of changing the culture was therefore judged to be a failure.
The IT and Marketing Department was now questioning whether the whole concept was wrong, not only the implementation. Our concept was built on releasing the potential synergies in cross-functional coordination. Did such a potential really exist -or is it, at the end of the day, only within the individual projects there are synergies? Is the modern knowledge organization too culturally complex, and immune to this kind of standardization? Should the focus be changed to satisfy the more immediate needs of the knowledge worker?
Third Attempt 1998-2000, and Summing-up the Case.
A new version of the Customer System was introduced at the start of 1998. The emphasis was now changed to the consultant users, and focused on calendar, document support and personal contacts. This was well received, but also signified a lower ambition on the organizational level.
Of the three original goals of the system, the first two, financial control of projects, and more efficient direct marketing, were achieved. The DM activities were concentrated in a new unit, and the "A-list" customers concept was implemented in the whole organization.
The third and most important goal, to establish partnerships with the "A-list" customers, in a crossfunctional cooperation, and use this systematically in changing the organization, had mainly failed. This goal was more or less abandoned, and the departments were left to develop their customer relationships individually.
Using DeLone and McLean's key concepts of actual use, user satisfaction, individual and organizational impact, we may summarize the case in this Table 3 : Summarizing the project, using DeLone and McLean's key concepts.
As table 1 shows, the four implementation periods achieved different results. Concerning the organizational impact the greatest success was the team development activities of the Elephant Method, which, in addition to increased sales, had a direct financial impact of saving at least half a million NOK each of the following five years. This paid the whole CRM investment. However, the organizational impact of the more ambitious Giraffe project was harder to measure, as it was more variable. In some departments the revenues were increasing due to more focus on profitable customers, but the cross-functional benefits were small.
The next section will discuss these findings.
DISCUSSION
A single case from a small country is hardly a convincing empirical base from which to generalize. We would rather argue that the findings are consistent with other research, and use the case to discuss some important aspects of CRM implementation. This section offers two interpretations of the case, first from a management view, then from the "drift" view.
The Management View
Summing up the CRM implementation research from a management perspective Tafti (2002) concludes that success stems from a combination of 4 factors.
Factor Description Strategic planning
Understanding how CRM should be used to reach important business objectives. CRM project management A team with necessary skills and resources, combining the steps of an IT project and a marketing project, focusing on the CRM process and data quality. Technology (CRM system) A carefully selected solution, easy to use, and appropriately scaled.
Change management
First investigate whether the company accepts change. Then implement a change process supported by top management, focusing on training, incentives and user acceptance. The factors in table 1 are congruent with other streams of IS implementation research, for example Swanson's implementation puzzle (Marble 2000) .
Reviewing the TI case, it is reasonable to say that the strategic understanding was sufficiently developed and supported by top management. It is also reasonable to conclude that the software solution was adequate, after the initial problems. The first implementation failure is neatly explained by the other two factors:
CRM project management: The first part of the TI project was organized as an IT project, lacking marketing expertise and process focus. As a result there were data quality problems and user resistance.
Change management: There was no assessment at the start of the project of the company's ability to change, only a decision that it should. When problems appeared, they were attacked by more training initiatives, but lacking real user incentives this was not successful.
During the second implementation attempt (1995-98) the focus was changed in the Elephant-and Giraffe projects. The project was redefined as a marketing project dealing with the marketing process and focusing on business results. The CRM system was now perceived more as a tool, not an end, and user acceptance grew during the small Elephant projects. In the terms of Argyris and Schön, examples of the critical real-time microactions could be identified as the trivial situations when small, important decisions are taken, such as:
• When a department manager decided to support an Elephant initiative (or not). His reasons were often practical: Did we succeed last time we tried? Did my colleague have some problems when he used this method? • When IT staff and marketing staff decided to spend enough time to solve a practical problem, rather than just blame the system. • When a secretary was told to correct the (misspelled) names of employees of a customer, and did so immediately.
The sum of these small and outwardly insignificant actions seems to make the difference between success and failure.
In this sense the management view explains important parts of the case. It supports the findings in the case that the structure of a traditional IT project is not well suited for CRM implementation, and that large-scale organizational interventions of change management are critical. But the problems of the Giraffe project are a warning that something may be wrong in this analysis.
The main problem is a particular distribution of roles, where central staff is pushing reluctant line managers to overcome user resistance to a new system. This setting is well known in implementation research, and it is well established that this "push" will usually not solve the resistance. In some organizations the solution was to redesign the process, to change the incentive structure (Markus 1994) . This was attempted at TI, by establishing marketing teams with assigned team leaders and economic incentives to succeed, but this proved in most cases to be a failure. Reasons are discussed in the next section.
The Drift View
After documenting several examples of large discrepancies between IT visions and plans, and the actual outcome, Ciborra asserts that the solution cannot be more managerial control, which has proven to be part of the problem (Ciborra 2000) . Instead he asks "why not play with the idea of a different partition between the limited scope for our management of the infrastructure and the scope for the infrastructure itself to manage us?" (p.40)
In this context, implementation is less about managerial decisions, and more about creating a selffeeding process where an infrastructure of installed base provides useful services for new users, which will increase the installed base, and so on.
Regarding the CRM (system, people and routines) as an infrastructure, we may ask what mechanisms are critical for implementation. Returning to Argyris and Schön's term, it seems that the microactions that glued the infrastructure so well together in the Elephant projects did not work in the more ambitious, knowledge management approach of the Giraffe project. Why not?
One answer may be that the first type of project had support in pre-existing capability in the organizations' formative context -the institutional arrangements and cognitive frames (Argyris and Schön 1996) , while the Giraffe project was a foreign and abstract concept, in the language of management. The system and the concepts could not be translated into a departmental culture which had a very practical problem-solving way of working. The technical teams at TI were small and tightly knit, and the members much preferred working in their own projects to formal cross-functional coordination meetings. The most important learning was in the projects, and it was shared with the other members during the irregular coffee break. Such teams, seen from within, have no need for a CRM system.
Instead, there is a case of technological drift, i.e. the system is used in a way that is not planned. In the TI case the drift was towards a more voluntary and individual use of the system . From the management point of view, this was an unplanned and partly unwanted development, because it took most of the knowledge synergies out of the project.
Was it equally unwanted from the drift view? This is a hard question to answer, because the expected marketing and knowledge synergies from CRM requires that organization defines its knowledge and actions in rather standardized classes that could be registered into the system, and that the employees loyally keep this information up-to-date. TI's experience was that while this may be possible, it is expensive and time-consuming, and never succeeded in making this a self-sustainable process.
As Schwarz points out, while CRM is focused on valuating the customers, successful implementation of CRM is really dependent on the actions taken based on this valuation (Schwartz 2002) . In a knowledge-based organization this is hard to accomplish by force, it has to be voluntary and based on a conviction that it makes sense. The drift observed in this case may thus be regarded as a sensible compromise between the knowledge workers and the CRM system.
CONCLUSION
Implementing CRM is hard. As Ciborra bluntly states, "CRM seems to have no built in mechanisms by which it acquires its own momentum and the diffusion becomes a self-feeding process" (Ciborra 2000) .
This seems to leave us with two alternatives. The first is to accept an upward struggle of organizational interventions and in particular use the managerial tools of change management. As this case, and others, (Schwartz 2002; Tafti 2002 ) have shown, the challenge is a large one, and not necessarily successful.
The second option is to accept the technological drift, that the system will be used in other ways than intended. The mechanisms at work at micro level are only partly controllable by management techniques, and often so interwoven with local culture and routines that in practice it is impossible to predict the outcome. In the view of CRM's close ties to strategic management and BPR this is a paradox.
Further research could look into this paradox and in particular study the micro level actions in successful CRM projects.
